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 Town Administrator 

Michael E. Boynton 

MEMORANDUM 

o: Board of Selectmen 
Finance & Warrant Advisory Committee 
Capital Budget Committee 
School Committee 

rom: Michael E. Boynton, 
Town Administrator 

ate: January 30, 2003 

e: Fiscal Year 2004 Budget Proposal & Message 

ach year it has been my practice to begin a budget message by stating that it is my pleasure 
o present that year’s budget recommendations. Unfortunately though, presenting this budget to 
ou is anything but a pleasure. This year, given the state of affairs at the federal, state and local 
evels, it is actually disappointing to have to make these recommendations. It is a time when we 
n Walpole should clearly be looking ahead instead of stepping back. It is a time when we 
hould be working to enhance and develop our services rather than taking them apart. And it is 
 time when we should be using our annual budget process to furrow new common ground on 
own funding versus having departments compete for every dollar available. As we gather 
oday, our Fiscal Year 2004 budget contains cuts so significant that up to 55 employees or more 
ill no longer be employed by the Town of Walpole on this July 1st . Expense budgets have 
een trimmed so tightly that any unexpected expense next year will likely require a funding 
ransfer where currently these types of surprises are absorbed by each department. These cuts 
ill result in some level of service disruption that will increase the risk of inconveniences felt by 
ur “customers”. Yet despite the dark clouds of fiscal uncertainty and uneasiness, we can feel 
eassured knowing that our silver lining is the men and women who make up our department 
eads, staff, and board and committee members of the Town of Walpole. These dedicated 

ndividuals will always work to deliver the highest quality and most professional service 
ossible. We will make essential services our priority and will attempt to present business as 
sual, albeit somewhat slower, as people experience today. Simply put, this will be a very 
npleasant period of time, but we will get through it. 

nce again this year, department heads prepared their budget plans during the months of 
ovember and December. On the municipal side, the direction was to develop a budget that 
as need based, with only those positions included as part of the 5-year staffing plan to be 
dded as new requests. However, during this time we began hearing about more dire 
rojections of the state budget status, which in turn began to raise concerns that our review 
rocess would be  
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anything but normal or easy. The information that we were hearing, and to a degree still hear, 
was very contradictory. The incoming Romney team was predicting major shortfalls, a point 
disputed by then outgoing Governor Swift until even she changed her viewpoint during her final 
days. In early January, Walpole’s own legislative delegation met with the Board of Selectmen 
and they too stressed the near certainty of local aid cuts, even going so far as to suggest that 
said cuts could reach as high as 20%. On January 10th, Governor Romney advised the 
Massachusetts Municipal Association that the situation is severe, and it is his  
intention to balance budgets via reductions, even including cuts in the current fiscal year 2003. 
And in fact those cuts have become a reality today with $279,969 reduced from our FY’03 local 
aid. Thus the circumstances have indeed changed, and not for the better, since our budget 
preparation directives were given in November. With up to a $3 billion dollar revenue gap at the 
state level in Fiscal Year 2004, and without at least the Governor’s House 1 budget to work 
from, it is very prudent at this time to project the minimum of a 15% local aid reduction to 
Walpole next year. 
 
Most budgets see a reduction of varying degrees in FY’04, while some others did reflect slight 
increases. In preparing these budgets, cost of living and required step increases were included 
by department heads, and where appropriate merit increases were included as part of my 
recommendations. All non-union increases were favorably recommended by the Personnel 
Board as well. One might ask why increases are being considered in a time of fiscal cuts town 
and statewide. The answer is that these increases, most of which are contractual, are a cost of 
running a municipality. Over the last year, we have negotiated with our bargaining units, with all 
but two unions now under contract. The increases afforded as part of these agreements, 
namely a split 2/2 percent cost of living raise, are less than what one would expect to see in 
better financial times. Further, it would be completely inappropriate to consider honoring a union 
contract but not providing the same type of adjustment to non-union staff. We must function as 
a cohesive team, and that is especially true in times of reductions, as all staff will be called upon 
to ”pick up a little more of the slack.” That means everyone, when it comes to compensation, 
should be treated equally. Finally on this subject, we as leaders and unions too recognize even 
before we negotiate the demand that we must work with whatever revenue is available. That 
means that we will fully fund contracts even if it means some level of staff reduction results. 
This is the law. Simply using a collective bargaining agreement as a reason to avoid budget 
cuts is not a solid argument and I cannot present that argument to you.  
 
I have met with most departments to review their budget requests and subsequent reductions. 
As of this day, the general fund operating budgets are “balanced” at $48,489,686. This figure is 
$839,581 higher than the current FY’03 budget. However, when you notice that insurances and 
benefit costs alone are $1,127,946 above ’03 totals, you quickly see how significant these cuts 
are. Operating, non-discretionary budgets have been reduced by over $782,000 from current 
years levels. When contractual obligations are factored into the equation, the actual impact 
below level services funding is over $2 million dollars. The calculation used to determine 
general funding cuts and allocations is set at 66% school and 34% municipal. On the surface 
view, it appears that the school budget is approximately 50% of the overall town budget. While 
this is one manner of determining percentages, I believe that it is more appropriate to use a 
formula that deals with strictly discretionary funds. The accounts related to insurance & benefits, 
debt & interest, Tri-County Vocational School and our solid waste contracts are in fact fixed 
costs that are neither “town” or “school” related. As such and because those budgeted  
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increases can not be adjusted, we must remove them from the calculation. Therefore, you will 
see that the school department budget is in fact 66% of our operations spending. With that in 
mind, I have worked with our Finance Director and Town Accountant to keep a watchful eye on 
all revenue sources to ensure that any changes, increases or decreases, are allocated 
appropriately. In this budget proposal, some additional cuts above the original municipal 
projection have been necessary to allow us to address a potential increase in municipal 
borrowing costs and to allow for some reserves in the event that our two outstanding 
contractual matters are settled.  
 
The area that we all clearly had hoped to avoid in balancing this budget is, as noted earlier, 
personnel cuts. If the budgeted projection of a 15% cut in local aid becomes reality, then 
numerous positions, perhaps as many as 55 or more, will need to be eliminated. On the 
municipal side, thirteen full-time and four part-time positions are to be cut. Five positions will 
see a reduction in hours, and all seven Library Page positions will be cut by September 1st. 
Those are 29 individuals who will be affected by these cuts. Included in the cuts are funding for 
two police officers, two firefighters, the Superintendent of Parks & Cemeteries, the 
Administrative Secretary to the Town Administrator, the Health Sanitarian, a Public Works 
Mechanic and Highway Craftsman, the Deputy Building and Zoning Inspector, and so on. 
Please be assured that these layoffs are significant and the loss of these positions will be felt. In 
the event that additional funding becomes available, some positions may be restored on a 
priority basis. At this time I cannot speak to specific school department position cuts, but it is 
clear that with a $2.3 million dollar gap between the School Committee’s request and my 
recommendation, there will certainly be a need to reduce positions. We are hopeful that early 
retirement will again be made available to cities and towns to assist us in this regard. 
 
Balancing this year’s budget is also especially challenging given the state’s fiscal dilemma. In 
prior fiscal crisis years (1980 & 1990), there was a feeling of hope because the economy 
beyond Massachusetts was such that recovery was only one or two years away. Considering 
that all 50 states are facing deficits today, our national economy continues to slip and shows no 
serious signs of rebound, and an ever growing concern surrounding a military conflict in the 
Middle East, we must accept the fact that aid and assistance coming into Walpole is simply not 
going to happen – for many years. Further, Walpole and many other communities across the 
Commonwealth have shown their support at the polls for candidates who pledge not to raise 
taxes as well as support tax cut initiatives on the state ballot. Thus we as local leaders must 
take control of this budget and put permanent solutions in place ourselves. In this case, those 
solutions appear to be limited to actual reductions in a manner such as I have presented to you 
here. It is true that some opportunity exists for a level of cost recovery through fee increases, 
such as in the school system or with solid waste costs, however one must ask the question if 
the community is prepared for such a solution. The taxpayers and ratepayers in Walpole will 
already see an average increase of  $59 for existing school debt projects and an approximately 
$58 increase in water rates resulting from increased debt costs. Couple these with the uncertain 
state economy and the annual increase allowed under proposition 2½, and the question of 
“ability to pay” is a very legitimate one.  
 
Again, the mandate that is before us is to make whatever solution or solutions we chose to fund 
this budget sustainable into next year and beyond. There will likely be a call for your boards and 
committees to support the use of free cash and/or stabilization fund to cover a portion or all of  
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these proposed budget reductions. I can not impress upon you enough to avoid this temptation 
at all costs. Yes it is very discouraging to be cutting personnel while we have so called “money  
in the bank.” However, that banked savings of funds has been identified as our ability to 
address major capital and infrastructure needs as well as our continued push to improve our 
financial ratings. Drawing on those precious reserves to provide a “quick fix” will most certainly 
result in lower bond ratings, and with additional borrowings scheduled to pay for our projects, 
the result is a higher borrowing cost that gets directly passed on to our taxpayers. In addition, 
our free cash is an appropriate method of funding one-time expenses. This year, we will use it 
to make capital purchases and to fund the one-time increase in our unemployment account. 
Without that free cash, we will again fall prey to an inability to repair or replaced aged and 
broken equipment or to make major repairs to our facilities. I urge you to not fall into the same 
trap our state government did last year. Our legislators raided their one time “rainy day” fund, 
and this year they still have the costs but have no ability to pay the bill, and worse, the dollars 
that were available to fund capital expenses are no longer there and are not coming back. 
 
In an effort to help reduce municipal costs, last Wednesday I sent to Governor Romney and all 
our legislators a nine page report of state mandates, rules and regulations that have been 
identified by our municipal department heads as either costly or burdensome on our overall 
operations. This list included such initiatives as eliminating the state prevailing wage law as well 
as very costly construction and design requirements, allowing communities to have more 
flexibility in purchasing goods and services, providing an early retirement incentive to allow 
some to retire and avoid costly layoffs, reexamining archaic personnel regulations, and 
eliminating chapter 40B housing mandates upon municipalities that allow for mega housing 
projects that fly in the face of town zoning. We are committed to working closely with the 
Governor and our representatives in the General Court to help bring about many of these 
needed changes. But we also need the assistance of our residents to make our case louder and 
stronger at the state level. We will make this mandate report available to any resident who 
desires to help, on all the points or even just one. Our representatives and senator hear from 
town officials on these topics all the time, and perhaps the results will be even greater with 
citizen involvement.  
 
On the technical side, FY’04 marks a new process of budgeting and tracking funds for our 
sewer and water operations. Per the direction of the Department of Revenue, I am 
recommending the creation of two Enterprise Funds, one each for Sewer and Water, 
commencing July 1st. These funds will provide us with a more formal and accurate means to 
account for our utility dollars. The change is essentially transparent, except that Town Meeting 
will be called upon to vote on each fund as its own article. The day-to-day oversight of these 
accounts will continue as it does today under the direction of the Department of Public Works. 
As with anything new, there may be some technical surprises that will arise, however a smooth 
transition is envisioned. The layouts of these new funds are included in your budget book for 
your review. Also, the FY’04 budget completes our changes to bring our accounting system in 
line with state reporting requirements. For example, Building Maintenance has been shifted 
from the Public Works category to General Government. This in no way will effect operations, 
as all lines of supervision and oversight remain the same. 
  
In terms of our Five-Year Capital Improvement Program, our hopes of a $1 million free cash 
contribution toward capital purchases have been refocused as a result of our projected budget  
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cuts. Falling victim to these cuts, among other things, were our bleachers set-aside and the full 
renovation project at the East Walpole fire station. That project has been scaled back to one of  
immediate and emergency repairs only. Several public works trucks, all of which are in some 
state of deterioration or disrepair, are scheduled for replacement. We will pursue over $400,000 
in state highway funds for several road projects; will apply $44,000 of water surplus toward two 
water system improvements; and will seek to purchase a new ambulance through our 
ambulance fee account. It is anticipated that $681,850 will be applied from free cash toward 
capital purchases. And, most importantly, a request for $2,385,000 in air quality improvements 
in our school buildings and town hall is recommended in the form of a debt exclusion. This issue 
is not new, and despite our financial constraints, it simply will not go away. Rather, it will 
continue to be a legal liability for the community and will cost more to complete every year if we 
continue to put it off. From a health, financial, and legal perspective, we must identify this 
project as a priority and work to bring it to reality. We have begun to seek federal financial 
assistance on the project, but with or without outside funding the ownership of the problem is 
ours and needs to now be moved to the forefront of our capital planning. 
 
Despite our fiscal woes and the reductions in force we will soon likely experience, I must stress 
the need of the community to focus on long range planning in the area of major facility 
improvements. Our Planning Board has recently undertaken a wonderful project to completely 
overhaul and update our Master Plan and Zoning By-Laws, primarily to ensure that the Town is 
able to be in a position to identify needs, plan for results, and set a framework for how Walpole 
will look in the future. The same can be said for the need to develop a short and long range plan 
to address facility needs. Very few would argue that our Police Department is at best poorly 
situated in the old town hall building. Flooding, pests and a serious lack of space have been and 
continue to be true concerns for the Chief and his officers. The same can be said for other 
buildings in Town, and we must begin to prepare for the time when financially these problems 
can be permanently addressed. In my view, this planning effort should not cost the Town any 
money. What is needed is a group of five or seven concerned residents to serve as a Municipal 
Facility Study Committee, and to spend between 12 and 18 months reviewing every town 
building to identify needs and prioritize future projects. In most cases, it takes between five and 
seven years to actually bring a project to completion, thus the time to act is now.  
 
By now, everyone is most likely aware that our current FY’2003 budget also faces some major 
challenges in the next several months. In addition to the nearly $280,000 immediate local aid 
reduction, please be advised that we are currently in a deficit situation with our snow and ice 
account. Mother Nature has been less than gentle with us this year, and with still two-plus 
months left in the snow season, we most definitely will have added weather related costs that 
must be covered. I will ask the Board of Selectmen and Finance Committee this week to 
authorize the deficit spending of this account, which we will hope to address at the Spring 
Annual Town Meeting. Our Town Accountant has reviewed all other accounts and does not 
envision any shortfalls at this time. We will work to immediately develop a plan to address the 
state local aid cuts and will present this proposal to the Selectmen and Finance Committee 
within the next several weeks. Please note however that it is possible that some of the projected 
FY’04 layoffs could be advanced into this fiscal year if conditions so dictate. Our Finance 
Director also reports FY’03 revenues are on target at this time. 
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As always, I want to express my sincere appreciation to each of you for your consideration and 
assistance, and to all Town staff for their excellent work in putting this budget together. I would 
like to tell you that they are looking forward to the coming year, however that is not possible. It  
is a very difficult time to be a municipal employee in not only Walpole but all across the state. 
While our budget may be “balanced” today and some cuts are known, there is a reality that 
requires us to monitor news out of Boston every day to prepare for any changes in state 
funding. A cut in local aid of more than 15% will put us right back in a position to make 
additional cuts and without question those will be staff reductions. That being said, I am 
requesting that we all take an extra moment or two every day to reflect on and appreciate each 
and every employee of this town. From the teacher in the classroom to the cop on the beat to 
the street sweeper operator to the secretary in town hall who assisted you with a dog license or 
birth certificate or water bill and everyone in between. These are all exceptional individuals, and 
to you all I say thank you.  
 
And I say thank you to each of you as well. Your job in reviewing these budgets is not an easy 
one. You, like I, will agonize over every cut that must be made because no matter how hard we 
try, you cannot simply eliminate the face of the person occupying the position to be eliminated. 
You all clearly care deeply for this community and I assure you it shows on each of your faces. 
Be assured that all the department heads and I are here to assist you and we are never more 
than a phone call away. As I stated in the beginning, this is a very unpleasant time, but together 
we will work through it. 
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